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: ‘Tho Blogrophic Register, A Resume of tte Curvent Problems 


' the ee flap eagendarod by overtones of ahaxeony waitin 
‘the Register that hava soached tho "L111 needs neithor a defense nor’ j : 
: paplanation However’, it mdieht be wel to xevlew some of the diftte - | | s : 
: culties | now ‘confronting DRe Se a _ E : 
c 2. "he principal pvoblons ex are , thease | | ; | 
(ty Lack of equitable dtatrtbutton of workQoads within, 
| | the Rogistors 
b. Dependence on a cae of progegsing date that 49 -_ 
ineffletonts ' : 
; 6. Staff, which with aevoral exoptions, 4a weak, 
| partioularly in tts sdninds trative echolons, 
+ Pach of these problems haa an oaaliy traced history, | The lack 
: of an ‘equitable distribution of workloads hag dome about beoause ofa 
roluctante to rovogndze that ‘the intolidgonce demands of CIA upon the | 
Regional, ‘Branch are urique and exceed in mmber and variety those levied _ 
againat the Seimtific Branch, ‘this roluotence is based in part upon 
the failse tasumption that Stete/BI, if the chips are down, can adequately’ 
| backestap | ‘BR and in part upon the apparently overwhelming influence of 
nscrm~&, : Ag a result, attenpts to bulld a 1/0 consistent with ae 
developing workloada have been futile, and we are in the peculiar post= | : 
| ton today of having precisely the same number of billots in both 
branches and operating under the flat odiet that no intemal adjustmente ‘ ea 
in personnel asaigonents shall be made. | . 7 i 
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ts Whet I first cons to 2 tho dtepardty botveen the vorKdoeds of thd 


“an branches (seienti fic ond yogional) waa obvdouss by the end of 2950 | | 


| the backlogs of unprocessed doouncnts in tho Regional, Branch fax all 


‘ecoded ‘thove ‘dn the Sodlentifie Brench + end within the Mvision as 4 
whole, the miber, roughly eatamated, approximated 70,000. A review of 


“te 9 to ay 10,000 documents voselved by the Regional. Branch and 1,200 | 
Sty the Sotontdiic Branch a Enonthe the nunbor of roquests received by 
"the tito branches also hag boon markedly diaproportinata, the Regional 
‘Branch, hoving exactly the aane nunber of porsonnel,. served up 3 tine? . 


; : . ag many weitten reports in 1952 as: the Scimtific Branch, Rumblings of 


| dlacontent with the progress dn the Regional Branch began to boil aver — 
dn carly 1952, aud throughout the past yoar I have boon plagued cone 

> tantly by Section Chiefs who were ‘threatening te xesign wiless sone | 
“wolf ieoald be obtainadl, ‘Thoge threats Were countered with hopeful, 


| ‘i i eny of ‘the recent monthly xeports indicates that respectively tho patio, 


" gtatencats of s better syeten for processing operations, inereased i/o, 


“taibute the provalling workload, 


* and possible’ ‘consolidation with tho Sciontitis Bréneh’ in ordor te dios , 


ISOTDe8 hag conta bo exert an influence far boyond that which fustay 


' eo be ' nooordad at, primarily beonuge it da unique in ita piographio 
"flavor end can be used. for hoavy Leverage on budgete Actually, GIA 
‘would have sequized ite prominence in sclentifie biography quite apart 
| fron the dircotive, amply by defmlt of nonaintoreated, though otherwise 


competitive enterprises, such ag BI/State, Over concentration of tho 


Interagency responsibility allocated to the Solatifie Branch has obgoured 


the fact that Bats scientific services pre propondorately directed to OSI, 
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ven is only one consuuay of blographic tntelitgonoo, Tt hag tended, 
moreover, to dotract from the importance of Bis nisoten under NSCID=3 
tos sorvice CIAIs roquirenenta in non-solentific felda (those of OCI, 


ORR, OPC, (060), wileh now represent nore than 65% of BR's total effete ) 


: ‘the othor factor which hag ‘Lod to the subvorsion of BRIg dnternal, . 
ob}igations hag boun the popularly maintained faliacy that State hag 


aval ble ant ‘the data nooded, te moat SIM roquirescits dn Siclds of © : 


| potdtieat ond econonle biography. this despite the fat that Hr, Heol 
_ of State hag.comnented fox the gooord that statels interest in persone, 
alitios is based gonrdh Ly on prouinanee, and the miLtitode of Lessor 
fry, ‘whieh ‘at@ anong the pring tntarosta of CIA'g operations offices, 
are byrpensed dliecother, Even under ite antiquated procedures, BR now. 
- has under controle: wealth of blographie {information whitch, whittle not 


of casential interest b to Stata, is docaliy the meat of many intaliigenco : 


Q 


One of the obligations of ay Job haa bee to review constantly the 
procedures and services of this Division with an eye toward “Amorovenent, 


andiyate, | 


; Clearly pone change in the method of procassing wa warsanted by the end 


of 1950, ond after work ing on & program throughoat the gurmest and toll, 
 & syste 903 proposed thet conatttutes » by reference, the subject of the 
second major problem discussed bellow. Quite apart from thts syutonty 
however, 4t was absolutely casential that gama adjustment tn workload 
“between the Selentifie and Regional. Branches be effected, tn Yovenber 
151, I advocated tho roasatarint of 6 = 8 maibors of the Soientifie 
randh to the Raglonal Sranch and thereby cané Into imaediate conflict 


with the "good consclanco" of the Chiat of my Solentdfie Branch, Ag tho 


CONFIDENTIAL 


_ Approved For Release 2005/01/10 : CIA-RDP84-00951R000100020016-4 -, 
tye oe - : : wed Foe 1 : ( ais 


et aoe x ' 7 +0 ‘i a 
Ber i Ro as 
; : j . : . ; eh, 
* f ; HE oss } 


3. 


Approved For Release 


. t 


: of the past have been based on the incredibly low production rate of 26 
- old or, “nels cased piodeniok per day pe analyst, provided the malyst 
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| Peoult of his dissent and undaterad, prosantation thereof genay to" 
you, I found myself contronted with a deotaton that no Antena abt | 
4n personnel, waa to be affooted, Tig obit neana to mo to be an ile 
' advised dgoteton, though it hag boc followed to the Lotter, 


kh, the eocond main problem confronting the Division ig ‘ia 


anadeqnacy of ite method of processing blographis data, Budget estimates | 


4 


; act evstes full tine to processing, Ta 1951 the total number of old and 


now casos processed In the Division cane to 59,553. roproscating about 
7 cases per day pew analyst, assuming LO enployecs were engaged in 
_ procosaing on a& park time basse Tn the sane your approximately 600,000 


- nana rofercnecs were reported in doouments yoaelved by the Register. Of 


| these, & portion waa andexod by pads country, end deounant eltation - . 
“(eben 305,000), and tho regt constitute unindexed backlog. The najor 
“tsavee of this problom I have tlroaky presented in writing whoh you 


"have attudod te a9 philosophy, an & songe that Joe exhetly vhat ta ine . : 


_wolveds te wo spent tthe whole day working in a dossier and pile Up 
_ backlogs » or do wo got the bulk of biopraphic information under control, 
at Lost from & suxmnane epprosch? the syaten which the selantifie Branch 


. stil mmp‘Loys cana inte being in 1ol8, and execpt for the use of NeBoa 
_ cardd, which at firet were bitterly opposed by the pro-folder dosster 
: clique, no modification in te¢hntqua hes been developed or even suggested 


fron within the ranks witil the heway indexing theory beeama the subject 


OP an experiment in late 1951, For axomple, on frequent occasions Tf 


have proposed the use of occupational punching to augment file-2, but — 
this wos flenly rejected util 44 was brought up recently by the Chie? 
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| of tha Scientific Bratch ag backfire to canbat the laresy indexing 
[notin tho constant willingness to predict fatiure for any now Brow | 
| posal, and the bulldog tonaclty to hang onto @ procadare once 3b jhaa 
bean adopted, oven if by forse, charastariaes 601g " aoguonts of my stafl, 
only a fien adninistwative stand can copa with such onatancys This 
4 ‘example can ba follewed by another. I propesed the use of & namoe 
fe ‘doounant, oitation dndess (Tidon2)' as & mathed of controlling biographia . | 
- ‘data shortly after I Joined the stati dn Wha» Zé haa been the subject “* 
of a wuanig batvile of complatnis over since, based primarily on the 
(| dack of rapid service in obtaining the. documenta from the Library, yet 
on dnununceebLe occagiena 1% hag been the only source extant aaa 
useful data on & naned person, dnalysts, ay the saying gocs, are _- 


is oqutsrdle, If the information ig nob on their dosks ov next to then tn 


"fle cxbinets » Whatever aystea.de exployed will be condemed, Tt dg 
sib & aba Ob drwuioy Shak ela do aetna of the Library servico, 
i for ey Poquests aio answered to the consunertts satiefuction in fron : 
one to tixrep. days, but simply: B dlsinelinatton to be bothered by any 
delay in view of work progaurag, ra 

‘the time wasted within the Selmtifio Branch under tie oporating . 
peaddiies ia significant. Much of 1b 19 needlessly speat in typing 
. &bs teacta or reproducing numsvous ‘copies of a givan document partlone 
larly in the caso of one raference fragnants povtalining to names which 
history hag alvcady danonstrated will probably not ba mentioned again 
“and povhaps never become the subj ect of intelidgmea Intercot. Such i 
naterial could be much more rapidly indexed and be avery bit ag available 
da the docunont reference file as in the dosster roferonce fle. The 
se of & quantitative mutde te the establishnont of @ dossier ig a 
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‘t4on of a dogoten, Tata hag been objected to by some andlysts on the 
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~ ‘Aighty Costzeble refinenent af the hamy indexing eyateas Tt hea been | 
‘proposed that tho acoumlation of 5 referenoca would signal the preparae 


\eroun not tant they would not have tine to police the Piles to discover ee 
tinge nanez on wiom 4 dossier should be ‘coteblig! 10d from the quantitative 


: ees, the fact that ig they atop to make up a doggiar on one ~ 
a reference cltatlong ovary ‘ihn te ‘they are endountered, and thay coagti tute | 
ae tow thiads ef the bull: of those now belug tumed out by the 


Scietitic Dranch, thoy will never be shle to keep abreast of the doe | 


floring | docunenta, nevet seang to be & source of congern, ‘Thus, the 


ms Setentitic Branch, with ito minimal processing workloads, contdmes ‘B 

| build up backlogs of fLLe~2 reforaices, » in aplte of a doounmt take — 

‘ avoraging loga than tio por parson pe Oey « These fllcmg references, or 
i sdlectsd bacitlog Listings as they are nowt called, do not lend thensel.ved 

“| te selection by category (ocoupation, or roanigation, atds)e 


ae 
4 


a oR is going te moet iis obligations, 1b neods to modermisa Sts 


. provehiwegs Prodact. lon could be stepped up by 2) Maoontiming the 


eatabLiahaant of one reference dessiera, 2) cutting gherply the duplica~ E, 


ton of beatae for filing under every nane nentioned therein, 3}: 


adopting minim tine consuming processing procedures consistant with 


 prlowhides accorded to conntites and individuals, 4) scien use of the 


| Advantages dnkeraat in the IBM machines, 5) alllovatdon of pergomiel whe 


. wil eamry out the processing operation without the gonetant taterrupttan 
‘ dopoeged by sevvicing reqnests, Productlon énd quality are nob {neorpae! 


tiblo, che methods of proceaging under the leway indacing procedure wilh 


. §0 far, not only cin Lavveving the quality of BRts product by aking more 
none data immediately avatlablo, but also 4n naking evedlable for tho 


eee For Roe aunt sare pe eerie es : 
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eee Soe oe Ss et ee 
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iv first tine important intelligence tools that are the naturel bye 
producte of the biograplia operation; vite 3 fileg on organinatlona, oe 
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fields of conversarica, political affiliationa, and a hoat of others 
" organised by category. The Regional Branch, despite ite manpower - 

shortage, has made substential strides forward in tha past tio months: 

since oe alteraative gyatens of indectng have boon developed, t 


a dnatyetsy” on thal ow initiative, may mike @ dossier, an index © - 
: abstract ecard, or underline nenes for Sonica dnded.ng by the keyepunch . 


porsonnel, of the Index Branch, . they are guided Sn thot soleotion of 
the eyaten to be used by the dmportance of the Individual, his 


aobivittes, his organizational end political affiliations, as welll ag . 
' by tha tds available to completely work over the daily take of docu. 


monte. in addition, analysts, in tho eago of Low countey ox individual 


: priorities, nay giuply file the Seonaades by countey ox by sibjeat, 


: nainteding only a very general index refermoe to the classes of doe 


: mont so storod. Tt 4a nod ikely that evan with these options tha 


Regtonal Brdnch cm, process, es the analyste would prefar, #11 the 


: documents 1b receives without an increase in 2/0, but 46 wild come very 
- oleae te doing d0¢ Its production of Indewmebutract cards new averaged . 


over 12,000 & pionth and will continue to risa, 


‘ ; i 
ry fone 1 a 4 
” wo : : : 
Bem Bt - 


- The Sciont&fic Branch, on the other hand, does not have the sama 


flexibility in its syataa. it eithor wakes a dodaier or 2eway indexes - 


the name data it receives which is subject to surmane approach uly, 
Tous, tho material that ig Qe “way indexed produces no category information 
Which Ils coscntinl to tho proper meintonames of seientific biography, and 


- tho dosuier production of the entire branch remains ab the absurdly Low 


_ devel of 2,100 new and 100 old cases a ion Tt cannot adequately, 
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‘procaaa now iis daily take of docunuts ubieh avorages close to to as. 
bontzasted to the nearly 50) recelvad dally by the Regional, vrechs 


Se tho third problen before the Register relates te personnal.’ 


| 


piainistradtion, It ds Gonplieated by factors unique to OiAtes onploye 


neab practices, Tor qxanpla, clerks are assigned ta ER without previous 


. Boreening by the Givigion's dduinietrators. foo often, those soecalled | 
clerics avo (Beoresat ve oot ens cretiavog who ave not trained in clerteal 
functions and who, after obtaining a ‘dogracy cannot be expected in thig 
day and ago to bo watisfied with clerical duties. They usually Lowe, : 
, unless santa promoted ‘inte professional positions, bad aro a constent 
sources of denoraliging renarks t9 their asaociates and supervinors until 
- ponothing 4s dance | 


4 second pource of difficulty in BR de the reoruttment of employees 


qualified for the highor professional. guades. During the initial acowth 


of the Agency, the conpotition for Siret class eployees was koemy ond 


: on wes nab y ler in prioeity for porvona af top edldber. EM has. 
- therefore ‘eccwatlated a glat? waieh, by ahd, fair standids, moy be reW 


~ gerdad as only slightly above average, Thore are oxseptions, af cours, 


but nost of these voprosais persons whe have cane ia through the back + 


door, or who have becn reorudted recently unday the Agenoyta expanded, 


. gd Syproved reeruiineal programs It is the policy of the Agency te 
7 pronote ouployves on duty in preferonce to filling vacancies fron the 
outeide, mile, coupled with the delay in oloaring porsomnal, and excege 


sive Workdloada that hed te be handled somehot, has rom Lied 4n the pros 


notion of many employees. ta positions entalling certain Implted vospone 
_ sibilitdes omitted 4n job deseriptions that they are not equipped to 
handle, For creme, serena on the 0b 4g important, but i¢ wee 


eee NTA 
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| gaining thia axperionce the dndividual 18 datly oppressed by aeounlon’ 


ting backlogs of data to bo processed or Pequeste to be anavered, and 
engaged dn a generally voutine operation, he is not Likely te develop 

t sndiaty eogrossive atiitude o: to offer the constructive orlideisns | 

that are ao casentinl, te a thirlvine, prowreasive organisation, Tnatead, 


| he 49 Likely to develop 4 fear of now ideas end a restatance to any 


F. hong to the status QN0e Those who have becn engiged in industrial aes : 


‘goaroh, or who served in duportant oduints trative capacities know the © 
value of now ideas, bit staff nonbora who have had ne such experlenca 


| tend to ook ab new solutions to broad problem of poltoy and procedure et 
. | from a pusely subjactive atondpoints 


Mature views and attitudes, shaped by education and Jong varied | 
exparienca, comstidtate dmportant qualifications that unfortmetely have 


7 ‘got recotved Proper auphasig dn the rash to secure eae or retain 

“ thein nerviecs an the face of rapidly increasing workloada, | Papertenee ie 
"4m BR indicates that vhen empLoyoss lacising previous aduinistrative 

| training aro promoted to aduintatrative postidens, thoy eliod thedr clots ; 


terod attributes very slowly, Unless thora is a marked difference in 


functional responsibility, Such persons, bareing a fow outstanding ite 


ceptions, find 1b diffieult, 1¢ not impossible, to compose thelz. . 
thinking along aduinistrative Lines. Thoy tend te confine the practice 


of adninistration te sedcing the contentment of thoir enployeos, and 
. underemphasine production requiranenta. This, obviously, ta the osstest a 
“path to follows The developnent of good personnel relations 4s desirable, 


but folluve te bring out the maxim contribution ef eubomtinates roe 


. Prosente a serioug aduiniotrative dofioLonaye — ag Sroqumtly in Bhy 
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"ithe section chiefs Zool so swanped with their om country assignments 


“leas they give little t4ne to either the maintenanos of good personnel, 
aletioes or officlent ataff operation, they serve as adiinisteators in 
nane only, and the Division ouffors sccordinglys 
Anothoe adwinistrative headache stems from the general diftusion - 
of vosponsibilitdes ag whe reault of heavy worldloads, nee a eLerk is 
‘sgstntlated. into the. penks of the Regional Branch, sho gradually assumes 


I 


: -onalyatia ‘dities. “When requests cone thick and Laat, the meibors of an 


entire pootion ney be draw inte aetion, and if no one but a clerk is - 
avalleble to propare @ reaponge, the clerk may be dalled upon to do 80» 
Naturally she ia given the simpler and nore easily ansuered requests, bat 


| partly by wishful thinking she soon imagines horse]? ag an anslynt and 


” in dus course ds clamoring for Less routine work aad more salary, ro 
‘noither is granted, sho becomes unhapy, restlesa, and inclinod to — 
- grlttetes her supertora Locally end publicly. 

the solution ta theso personnel, problems, which ere but a fos 
af thoge daily monmtered, ave fairly obvious, but nob easily obtained. | 
Hy oun experience dnddoates ‘that the succegs of the Division as a wholé . 
ag Largely dependent upon the section chiefs, both as reflected in 
qualities of Leadership and ability ta participate dn the asvinintaties . 
toamrork of developing an offlotent, productive staff, hy wont, there. : 
fore, hes been largely with the section chiefs, and I have cone ta know | 


_ then fairly woll, I aan say all of thom ava consclentious, pach Orie, 


as do myself and deputy, hag certain strengths and woalmessea. ‘The . 
latter may be rationalized to some extent due to cdrounstances that pra. 
vail in the Register which have been touchod ony in party above. There” 
“ape, of course, porcong whe could do a better job dn each instance, but 
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"ye might easily have bee Loss fortunate in out gelootions, Nob only 6 


ca ‘are thega people congelontioug, but they are eubively forthetchd in 
their views relating to tha Division's operations. Moraover, with ona 
en they are perfectly condtd tn thelr ‘appraigal, oft my sbittton, 
not that thoy ara outspoken, but they. oro relatively uneffoated dine 
dividualy ond it ia cosy to perceive their feolinge,s I as dna poate - 


‘ton to wetgh -thoir Ltketes meita, wheross their judgnents of me are 


- “based, nore ov ‘Less, on the sbsolutes off uy porformande. I em sure mst 


of then rogard me ag wiatfocted, not noveasardly the best man for the 
: _ Job, and porhapy unsophisticated In mr attonpta to be diplonatics 

. Othe than integrlty and intel igence, ong of the most imortant 

. charactoristios hy whieh T judge the section: chieta 4g their wilLineness 
‘ to Carry, ‘out orders, not only the oral or written order, but the: apirkt | 
of the ‘order's There arg invariably difforonces in opinion ag to 


poliotes ox procedures developed within the gtaff and sonetines = ine : 


cheuppebian orders originating from without, these are gmoralty 


thrashed | ous Lc oetaaeas & end collectively, waging @ corse: pense ape 4 


“proathy for none ‘of us da cartiodlonas dlairvoyant. However, what the 
decision rests wiih me ond I make it, sone may find 16 personally ob= | 


noxious and of thasa a flow refuse to implemont it, or support 1t do haife 


heartedly that it has ne effect, Others who may consider a decision 
wigound wil novortheless follow 4% to the lebvier, even though they 
- pederve and exeroige the right to exitleise constructively the offect: 


aftor dmlonentatlon, I can none wmbesltatingly these whe fei. in one - 3 


ox tha other of thasea tio categories, and while I could esstly do without 
the non-conformisis, I am myself partly responsible for not insisting 


CUNFIDENTIAL - 


‘Approved For Release 2005/01/10 : CIA-RDP84-00951R000100020016-4 , 
7 Fatt 1 4 4 


ue oe : : Ce cteae ot a 


. or ee ‘ , : : i j ‘ 
AP 1 Se : s ee . Boa : “oat 
* Y , i a : es ‘ ; re 
ae ; aa s ‘ re ae? 
t 1 - s a sD G% 


Approved For algace Sasa D5 EIA REREF-00951 R0001 0002001 iu 


3 te, 1B we 


\ 


on strict adherence to BR's administrative directives, ‘This potgonal , 
Or . 
. <delMiolency I am dnelined to blame, in my weak mommtsy on a fecling of 


incourity with regard te your aduinistrative support of my decisions. 


be In summary, Lb can be stated fairly that moat of the problang - 


neat encountered by BR will be solved in dus scourge, Some will take’ 


Loagor than others, perhaps tn a fow casos @ your or mores Othors wild 


rennin 8g 2 ecuistant challenge," chiatly those relating to parsonnel 
| adainistratdon, ‘I have no qualng as to the obility of this office to 
. eal with ‘hen, even to ‘the extent of prevallling upon my soation ohiefs 


fo lot mo bear the wltdnate responsibility fox decisions affecting the 
‘Diviston. | | ; ! 
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